The rapid globalization of modern business and the challenges to reach sales objectives within tough selling conditions pose major issues for human resource management. One important area that has yet to be fully explored is the management of conflict between sales and marketing functional areas in tough selling conditions. We hypothesize that: 1) marketing and sales task conflict is more likely to involve distributive (win-lose) issues and 2) when win-win (integrative) potential exists, the disputants are more likely to approach conflict from a fixed-pie perspective. Our analysis of data collected from food manufacturing industry supports this hypothesis. The application of different conflict management strategies varies depending on whether they are applied to sales or marketing task conflict. The importance of aligning conflict management strategies with the integrative potential of sales and marketing tasks is presented to managers.
Introduction

The Problem and Its Importance
In the aftermath of the January 25th Revolution, Egyptian businesses find themselves facing tighter credit markets, restricted cash flows and labor unrest that have affected revenues and production. What happens in the food manufacturing industry is a microcosm of what happens to all the industry sector ; but it is more sensitive to production, market distribution and shipping delays, and problems show up faster" says Mostafa El Halgawy, director of corporate projects at Americana Group, one of the region's leaders in food manufacturing (Meuse and Walby, 2011) , in addition of employing a high percentage of the active working population.
Tough selling conditions in addition to internal conflicts between the Marketing and Sales functions have remarkable effects on performance and consequently on sales and revenues. Conflict is a phenomenon that has existed and continues to hamper most organizations (Le Nguyen and Larimo, 2011; Bobot, 2010; Boros et al., suggests that there is a preference for individuals to use the integrating strategy and the compromising strategy when facing conflicts (Trubisky et al., 1991; Lee, 2003) . Gross and Guerrero (2000) proposed that an integrating strategy was a more effective form of conflict management strategy when compared with other CMSs. Even though integrating and compromising strategies are more likely to be used, few studies have investigated the antecedents of these CMSs (Antonioni, 1998) . Among the limited research, Antonioni (1998) investigated the role of personality as an antecedent of CMSs. It was found that the role of extraversion, conscientiousness, openness, and agreeableness were important predictors of the integrating strategy.
Although previous studies have shown that the integrating and compromising strategies are preferred when people face conflicts (e.g. Lee, 2003; Trubisky et al., 1991) , the direct impacts of those two styles on job performance are under-researched. Rahim et al. (2001) contended the linkage between CMSs and job performance, but this relationship has not been tested directly. Other studies discussed the positive effects of integrating and compromising styles on conflict resolutions (Hocker and Wilmot, 1998; Gross and Guerrero, 2000) , but not on job performance. This may cause theoretical limitation in explaining why individuals prefer to use integrating and compromising styles when resolving conflicts, particularly its relation with job performance. This study aims at closing the theoretical gap, contributing to the Management theory through developing the Conflict Management Resolution grid as a tool to be used in the selection and development of personnel in sales and marketing in specific, and identifying the effects of CMSs on job performance.
Despite the wide management interest, conflict between the marketing and sales functions in the food manufacturing industry has been little investigated. In addition, in food manufacturing academia, little attention is given to conflict management strategies and job performance especially in the marketing and sales organizations in tough selling conditions. Besides, there is a need for a reliable tool to use in selecting and developing the skills of personnel in the field of conflict management and resolution.
To investigate the relationship between CMSs, and job performance, data were collected from respondents working in the sales and marketing departments in Egypt. After reviewing the extant literature, it was found that previous research had not much focused on the relationship between CMSs, and job performance within the food manufacturing sector in tough selling conditions in specific (Jordan and Troth, 2004; Rahim et al., 2001 ). CMSs and job performance research should be extended to the domain of sales and marketing so as to generalize research findings, even though they are different in their goals in terms of functional interest versus organizational welfare (Rainey and Chun, 2005) . In addition, Denhardt (1991, p. 15) further explicates the differences between private and public organizations in terms of "ambiguity, pluralistic decision making and visibility". Those differences may create different tensions among employees in those sectors, leading to different behaviors. This study, therefore, expects to verify whether CMSs can provide beneficial results and performance in the food manufacturing sector.
Relevant Scholarship
The Nature of Conflict
Conflict involves the interdependence of two parties and arises when the first party interferes or put barriers and obstacles in the way of the second party when he tries to achieve his tasks and objectives. There are two types of conflict: task and emotional. Task conflict focuses on systematic disagreement when achieving tasks while emotional conflict involves friction between people (Jehn, 1995) . In most cases conflict is able to be resolved. In business contexts, there is no doubt that conflict exists among functional areas-specifically marketing and sales. But conflict and its consequences can be decreased when following effective conflict management strategies.
The Conflict between Marketing and Sales Functions
While improving the company's relationship with customers is an important endeavor, looking in the mirror at relationships within the business is equally important to success. Of specific concern is the relationship between the sales and marketing organizations. It must be solid to enable the development of the external bond to prospects and customers. Yet, in most businesses, this organizational synergy has been overlooked and is fraught with problems and results in costly acquisition of accounts, ineffective marketing expenditures, and inefficient operations.
This gap in operational effectiveness originates from a lack of agreed-upon profiles for qualified leads and is exacerbated by marketing's desire to support sales through the generation of high volume of leads. Sales representatives usually perceive the leads provided by marketing to be nothing more than mere contacts. The prospects are under qualified, unable or unwilling to buy in the short-term, are not the decision-makers in the company, while already having competing products installed. The concept fundamentally conflicts with the roles and objectives of marketing and sales, and how conflict could be handled by competent and high performing staff and managers using effective conflict management strategies.
Focusing on the working relationship between Marketing Managers and Sales Managers, Massey and Dawes (2007) examine two dimensions of interpersonal conflict: dysfunctional conflict and functional conflict. According to relevant theory, three communication variables: frequency, bi-directionality, and quality are included as antecedents in their structural model. Using these explanatory variables, they predict the two conflict dimensions, and in turn, use those three communication variables, and the two conflict dimensions to predict their ultimate endogenous variable: perceived relationship effectiveness. Their model has high explanatory power as it proved support for nine of the thirteen hypotheses. Two of the three communication variables: communication quality and bi-directionality significantly affect both forms of conflict, and relationship effectiveness. Communication frequency only positively influenced the quality of communication between the Marketing Managers and the Sales Managers. In addition, the variables in this model better predict the levels of functional conflict in the Marketing/Sales relationship than dysfunctional conflict. Finally, an important new finding is that the overall level of dysfunctional conflict between these two functional managers is relatively low, while functional conflict is high.
The researcher introduces practical techniques that can be implemented to resolve the conflict between two functions, in specific marketing and sales. It comprises 4 stages: 1) Identifying the major duties and responsibilities of the 2 functions where conflict exists.
2) Determining the area(s) of conflict between the 2 functions.
3) Dividing up the conflict area(s) into 3 levels: a. Major conflict points that usually represent 50-60% of the total conflict.
b. Intermediate conflict points that usually represent 30-40% of the total conflict. c. Minor conflict points that usually represent about 10% of the total conflict. 4) Identifying the priorities to start within the implementation stage. In this stage, the focus is on the third party that will be in charge with managing or coordinating the conflict resolution process. The third party can be either:
a. An internal party: A selected committee, team, or unit involving well selected, trained, and highly qualified responsible people that will be in charge of resolving the conflict between the two parties that suffer from the existing conflict. To facilitate the resolution with the consideration of sensitivity to the situation, the resolution process should move through a bottom-up channel. The process starts with resolving the minor conflict points (area c), to the intermediate conflict points (area b), up to reaching the major conflict points (area a).
b. An external party: Specialized behavioral consultants in the field of conflict resolution that are experts in penetrating the conflict areas, strongly and effectively. The conflict management resolution process usually starts with (area a): the major conflict points; or (area b): the intermediate conflict points, then the major (area a); then moving down to (area c): the minor conflict points. These consultants represent a professional neutral third party.
The Role of Human Resource Management
The responsibility for organizational success or failure is shared between the personnel function, and other enterprise functions, mainly marketing and sales. The former president of the American Management Association once said: "Management is Personnel Administration" (Appley, 1969) . His meaning, of course, was that all managers have personnel responsibilities, just as personnel directors must also be competent managers. Every manager must motivate and direct his workforce, even as every manager is responsible for the final decision in recruiting, staffing, training, and performance appraisal. Developing a personnel function is a way of providing services to line and other managers in the way of programs, policies and procedures that enable a line manager to do his job more effectively. Sometimes, of course, the help provided by personnel is in the form of expertise. Personnel policies and programs must be initiated upon the needs of various functions, then designed, implemented and supported by line managers. The success of such personnel policies and programs as in staffing and training programs should, depend on such personnel needs of line managers, mainly sales and marketing managers.
Conflict Management Strategies
Several typologies of conflict management have been developed (Rahim and Bonoma, 1979; Thomas 1976, www.ccsenet.org/ijbm International Journal of Business and Management Vol. 7, No. 13; 1979). Most of these typologies involve two dimensions based on the concern for self and for the other party's needs. The conflict management strategies include 5 major strategies: (1) Competition (Ganesan, 1993 )-sometimes described as forcing (Blake and Mouton,1964) , confrontation (Thomas, 1992) , win-lose (Hall, 1969) , dominating (Rahim and Bonoma, 1979), or contending (Pruitt, 1983) .We term this strategy "competition" suggesting that salespeople and marketing people using this approach remain steadfast, but not necessarily adversarial; (2) Accommodation (Ganesan, 1993) , smoothing over (Blake and Mouton, 1964) , yield losing (Hall, 1969) , obliging (Rahim and Bonoma, 1979), or yielding (Pruitt,1983) . This accommodation conflict management strategy attempts to satisfy the other party's concerns, while neglecting one's own concern in conflict situations; (3) Compromise, sufficing (Spitzberg and Canary, 1985) or sharing (Thomas, 1976) , attempts to attain moderate but not total satisfaction of parties' concerns, giving up something but also holding out for something (Blake and Mouton, 1964; Hall, 1969; Rahim and Bonoma, 1979; Thomas, 1976) ; (4) Avoidance, neglects both parties concerns, conflict is still not resolved and the two parties disagree about many issues (5) Collaboration (Thomas, 1976) , problem solving (Dant and Schul, 1992; Pruitt, 1983) , synergistic (Hall, 1969) , or integrating (Rahim and Bonoma, 1979) . It involves searching for integrative, win-win resolutions of conflict that fully satisfy the concerns of the two parties in disagreement by expanding the level of joint outcomes.
A Conflict Management Grid is introduced, then a conceptual framework specifying the relationships between the constructs is developed. Hypotheses related to the principal contribution of this research, the effects of the conflict management strategies are outlined following the discussion of potential direct effects of the conflict management strategies and job performance levels.
Conflict Management Grid (CMG)
This research develops a Conflict Management Grid using two dimensions: Cooperation and Assertiveness. Every dimension can be measured using a 9 point scale where 9 means high, 5 means medium and 1 means low. The grid includes five strategies. This research proposes that the acquisition and the use of every strategy can be measured using the same suggested scale as follows: Avoidance (1, 1) C-A-(low cooperation and low assertiveness); Accommodation (9,1) C+A-(high cooperation and low assertiveness); Competition (1, 9) C-A+ (low cooperation and high assertiveness); Collaboration /Integration (9, 9) C+A-(high cooperation and high assertiveness); and Compromise (5, 5) C A (medium cooperation and medium assertiveness). International Journal of Business and Management Vol. 7, No. 13; Hypotheses and their correspondence to research design Figure 2 . The conflict management strategies and job performance levels
Organizational behavior and human resource management scholars have different perspectives about the relationship between conflict and organizational performance. Some scholars have claimed that organizational conflict tended to hinder organizational performance and therefore should be avoided (Dyck et al., 1996; Robbins, 1991) . Other scholars have viewed conflict as functional to organizations if it is managed properly (Jehn, 1995 (Jehn, , 1997 . They argue that conflict has an important role in optimizing organizational performance through developing "critical evaluation which decreases the groupthink phenomenon by increasing thoughtful consideration of criticism and alternative solutions" (Jehn, 1995, p. 260) . To make conflict more productive, Jordan and Troth (2002) further suggest that the strategy used to handle interpersonal conflict is a crucial factor in successful conflict resolution. The integrating strategy of conflict management improves job performance when the solution to a conflict would benefit both parties. Both conflicting parties are encouraged to satisfy their interests through exchanging information (Meyer, 2004) . Satisfaction from resolving conflicts may lead individuals to exert greater efforts in achieving performance. For example, Weider-Hatfield and Hatfield (1995) found that the integrating strategy had a strong association with job satisfaction and job performance. However, that study did not provide any clear relationship of the integrating strategy to job performance, so it lacked theoretical and empirical explanations. Rahim et al. (2001) also demonstrated that problem solving measured in terms of using more integrating strategy and less avoiding strategy, had a positive effect on the job performance.
Although very few empirical studies have presented the impact of compromising strategy on job performance, many studies have found that employees prefer to use the compromising strategy in resolving conflict (e.g. Lee, 2003; Trubisky et al., 1991) . Kim et al. (2007) compared three different groups in terms of conflict management strategies at the workplace and found that the compromising strategy was used often when conflicts existed between employees and supervisors. The compromising strategy may produce beneficial results due to the fact that this strategy helps conflicting people quickly find solutions and provide benefits to both sides through concessions (Hocker and Wilmot, 1998; Gross and Guerrero, 2000; Rahim, 2002) . Quick and acceptable solutions resulting from using the compromising strategy may stimulate individuals to exert greater effort in achieving performance. Based on those arguments, it can be proposed that both the collaboration and compromising strategies of conflict resolution will be positively related to job performance.
Thus, the following hypothesis can be posed:
H1 The organizations that have a Channel Category Sales Development( CCSD) unit whose team(s) members use effective conflict management strategies(to decrease conflict between marketing and sales functions ) will positively affect job performance levels in the marketing and sales functions.
H1a 
Method
Participants' Characteristics, Sampling Procedures, and Sample Size and Power
The food manufacturing industry in Egypt compromises 59 organizations (www.mbendi.com). Both food manufacturing organizations that have and do not have a Channel Category Sales Development (CCSD) unit have been included in the study. The CCSD unit is a unit created within the organizational chart of an organization and charged with resolving conflict between marketing and sales functions.
Personal interviews were held with 30 marketing and sales managers in food manufacturing organizations that created a CCSD unit or a similar unit and those which did not create this unit. It was found that in the organizations that create a CCSD unit, the level of conflict between the marketing and sales functions is low and the CCSD succeeds in resolving conflict that in turn leads to higher performance within both functions. On the other hand, the organizations that do not have a CCSD unit, suffer from high levels of conflict between the marketing and sales functions that in turn, affects the efficiency and effectiveness of performance in both functions.
The research population chosen for the empirical research included: marketing managers, assistant brand managers, sales representatives, and Channel Category Sales Development (CCSD) unit team members in the food manufacturing industry in Egypt. Among 29 governorates (where every governorate represents a region) 10 regions were chosen for this study. Every region involves, on the average, four districts. The study focuses on 40 districts in total.
The questionnaire was modified to suit the Egyptian environment and the food manufacturing industry in Egypt. Consequently, the revised questionnaire was distributed among 50 marketing managers, assistant brand managers, sales representatives, and CCSD team members to pretest it. Data were gathered through personal interviews. The questionnaire was revised and modified again before distributing it at a large scale.
The questionnaire was distributed among 450 randomly selected sample units: 55 marketing managers, 185 assistant brand managers, 175 sales representatives, and 35 Channel Category Sales Development (CCSD) team members.
410 marketing managers, assistant brand managers, sales representatives, and Channel Category Sales Development (CCSD) team members filled in the questionnaires. 390 answered questionnaires are usable. The response rate is about 86 %. The data collected was revised and analyzed using the SPSS statistical software package. *Correlation is significant at the 0.05 level (2-tailed). (Table 2) shows that the overall model is significant when the independent variables: the collaboration and compromise strategies were entered into the regression equation. The results provide support for the relationship in hypothesis 1a (Overall model: F=1.011, df =2, p < 0.001; R 2 =.650, adjusted R 2 = .633). R-Squared measures the proportion of variance in the dependent variable that is explained by changes in all of the explanatory variables. In the full model, the relationship between the conflict management strategies: collaboration and compromise and job performance, is supported in the sales and marketing functions of organizations that created a CCSD unit. Therefore, H1a is supported.
Results
Data Analysis
The global test assures that the independent variables do have the ability to explain the variation in the dependent variable (Lind et al., 2006) . Thus, there is enough evidence that both the collaboration and compromise strategies are significantly related to, associated with and have a significant impact on job performance (see Table 3 ). The higher the use of the collaboration and compromise strategies the higher the cooperation and assertiveness and consequently the higher the job performance level of the marketing, sales personnel, and CCSD unit staff members. Table 3 shows that the model is significant when an accommodation strategy was entered into the regression equation. The results provide evidence for the relationship in hypothesis 1b (Overall model: F=1.108, df =1, p < 0.001; R 2 =.700, adjusted R 2 = .683). R-Squared measures the proportion of variance in the job performance levels that is explained by changes in all of the explanatory variables. The relationship between the conflict management strategy: accommodation and intermediate job performance, is supported in the sales and marketing functions of organizations that believe in the importance of creating a CCSD unit and who plan to create such a unit. Therefore, H1c is supported. There is enough evidence that the higher the use of the accommodation strategy in managing conflict between the marketing and sales functions, the higher the degree of cooperation. Conversely, as organizations avoid the use of the competition and /or the avoidance strategy, the degree of assertiveness is lower, and as a result an intermediate level of performance will occur. Thus, the use of the accommodation strategy in managing conflicts is a significant predictor of the intermediate level of job performance in marketing and sales departments. The overall model is significant when the independent variables: the competition and avoidance strategies were entered into the regression equation. The results provide evidence for the relationship in hypothesis 1c (Overall model: F=2.425 , df =2, p < 0.005; R 2 =.730, adjusted R 2 = .703). R-Squared measures the proportion of variance in the job performance levels that is explained by www.ccsenet.org/ijbm
International Journal of Business and Management Vol. 7, No. 13; changes in all of the explanatory variables. The relationship between the conflict management strategies: competition and avoidance, and job performance is supported, in the sales and marketing functions of organizations that did not create a CCSD unit.
Discussion
The research concludes with the following points:
-In the food manufacturing organizations that created a CCSD unit, the level of conflict between the marketing and sales functions is reduced and the CCSD succeeds in resolving conflicts, consequently lead to higher performance within both functions. On the other hand, the organizations that do not have a CCSD unit, suffer from high levels of conflict between the marketing and sales functions that in turn, affect the level of performance in both functions.
-The five conflict management strategies used to resolve conflicts between the marketing and sales functions have different effects according to the type of strategy used. The type of conflict management strategies used by the marketing and sales staff influence their performance (high-medium-low).
-The positive and highly influential management strategies: collaboration and compromise, lead to higher staff performance of the marketing and sales functions. Any deficiency and /or problem in using those two strategies should be remedied immediately. The use of the collaboration strategy in conflict resolution will increase the effectiveness of both functions: marketing and sales, in addition to reducing the level of conflict to a great extent.
-The two conflict management strategies: avoidance and competition, when used to manage conflicts between the marketing and sales functions, have a negative influence on the performance of both staff and functions. Using the avoidance strategy leads to more hidden conflict that will consequently influence the productivity of the staff in both the marketing and sales functions and decrease effectiveness.
-Using the accommodation strategy to manage and resolve conflicts between the marketing and sales functions leads to postponing the conflict rather than resolving it. This strategy leads to a "pause" situation that, in turn, hinders an organization's improvement and negatively influences its marketing and sales performance. Therefore, it finally leads to marketing outdate instead of update.
Recommendations, Managerial Implications, and Future Research
To close the gap between the sales and marketing, they both must identify and agree on the specific characteristics, attributes and profiles of highly qualified prospects. Successful marketing calls for the establishment of well-defined goals, that are agreed upon by both sales and marketing, make a significant contribution to the organization success.
For the organizations that possess a CCSD unit, they should keep on recruiting and selecting competent and highly qualified human resources at all levels: managerial, supervisory, and executive. On the other hand, for the organizations that do not possess a CCSD unit, immediate creation of this unit is crucial and staffing it with highly qualified, competent, and well trained human resource is essential. Training, coaching and mentoring programs can enhance and improve the use and application of conflict management strategies by staff, supervisors and managers. Financial and non-financial rewards can also motivate the personnel in both functions.
To lessen the degree of functional conflict, effective human resource management strategies, activities, and practices such as human resource planning, recruitment, effective selection (tests and interviews) of new employees and assessment centers for managers to be hired at the CCSD unit. The human resource department should continually design; administer a self-appraisal performance system, a continual training and development needs' assessment, and an incentive scheme that relate reward to performance and performance improvement. The proposed conflict resolution grid is useful in recruiting, selecting, hiring, training and appraising performance of managers, supervisors, and staff in measuring and developing conflict resolution especially in marketing and sales.
Sales managers should work on a preventive approach to reduce conflicts as it will help improve the relationship between the sales and marketing functions. Consequently, sales are expected to reach their target levels even higher. Sales managers can use the proposed grid/matrix in hiring, appraising and improving the performance of their staff, and in training and developing their sales force. It explains how effective conflict strategies as compromise and collaboration strategies work and help achieving targets effectively and how ineffective conflict strategies such as avoidance or competition don't work. In other words, if a sales manager is faced with high to medium conflicts inside his organization or between his organization and the marketing one, he has to adopt a conflict reduction strategy. The sales manager or supervisor can recommend that every staff member, using the www.ccsenet.org/ijbm
International Journal of Business and Management Vol. 7, No. 13; proposed conflict management grid developed, fills in 2 forms. The first is a self assessment form where he determines what strategy (ies) he or she uses in most cases and locates it on the grid and the degree of its usage. The second is a performance improvement plan form where he and his superior design it together.
A periodical joint meeting between the marketing and sales staff is recommended as a part of a preventive and positive approach of problem solving and conflict resolution. Joint training and development courses and sessions are beneficial. In addition, a part of the rewards and salary increases of the Marketing and sales staff should be tied to their degree of collaboration. In case a party refuses to work with the other, a third party like an internal committee or an external party like an outside consultant can help in solving this dilemma. If, unexpectedly, after professional intervention, he still refuses to collaborate, he should be replaced.
The problem of conflict between marketing and sales functions should be studied through a longitudinal survey. A further study could also measure employees and staff attitudes in the CCSD units toward the conflict management strategies, techniques, and processes used to resolve conflict between the marketing and sales functions using the conflict management resolution matrix. Research should also be expanded to other industries, product or service organizations to increase the generalizability of the findings.
